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ABSTRACT 

This paper focuses on the application of total 
quality management (TQM) in human resources development. It analyzes 
writings of five leading total quality authors from which four basic 
principles, or pil’ars, are derived as the basis for the application 
of total quality within the instructional setting. The pillars are: 

(1) customer satisfaction; (2) continuous improvement; (3) speaking 
with facts, i.e., collecting data so that. valid conclusions may be 
drawn and decisions, including those made by management, may have a 
basis in these same facts; and (4) respect for people, both learners 
and instructional staff. Process strategies were developed for 
actualizing the four pillars in an educational setting. They were 
applied in two university courses, one an introductory course in 
human resources development, and the other a course on implementing 
TQM. A number of strategies, activities, forms ar I other documents 
developed in the pilot efforts have been implemented in courses in 
other settings. Implications of these pillars for human resources 
developmen- suggest that, once exposed to this approach, people who 
may have thought of themselves in preservice training as employees or 
learners, see themselves as customers with needs and desires to 
satisfy, and that false expectations can be created if there is no 
opportunity to change instruction during the course or if the 
instructor does not have the ability to make the changes. Finally, 
skill in managing small i ns t r uc t i ona 1 groups is essential for 
ensuring the success of experiential learning. (ND) 
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The application of total quality management in human re. source development is the focus of 
this paper. An oveniew' of five leading total quality writers is summarized, from which four 
basic principles, or pillars, are derived and sene as the basis of the application of total quality 
w ithin the instructional setting. Fjcamples of the relationship of the four pillars to instructional 
delivery are then presented. Outcomes of these applications and their implications for training 
conclude the paper. 

A major world wide force in both public and private organizational development Ls the total 
quality movement or I’QM (which herein ii. eludes total quality management and continuous quality 
improvement), launched initially in Japan, TQM Ls i>ecoming an integral part of the lexicon of 
organ brat ion a 1 literature. Organizations are rapidly moving to implement total quality practices with many 
highly successful attempts and some dismal failures. 

A major chapter in many TQM success stories is the integration of training within the total quality 
functions of the organization. Much has been written of the need for and importance of the human 
resource development (HRD) program in playing a central role in any TQM effort. What has not been 
emphasized as much is the need to assimilate within the HRD program the principles and practices of 
TQM. The notion that the instruction itself should reflect and demonstrate the desired demeanor or 
cultural behavior within the organization is lost on many HRD practitioners. 

lliis paper addresses the Issue of applying TQM in HRD. It begins first with an analysis of five 
leading TQM authors, from which four basic principles, or pillars, are derived, lliese pillars then serve as 
the basis for the application of total quality within the instructional setting. Examples are given to illustrate 
the relationship of the four pillars to instructional delivery, llie paper concludes with implications for 
training gleaned from the application of the four pillars. 

The Pillars of HRD Quality 

ITe five most recognized gurus of TQM are, in alphabetical order, Philip B. Crosby, W, lidw'ards 
Deming, Armand V. Feigenbaum, Kaoru Ishikawa, and Joseph M. Juran. Individually they have molded 
the framework upon which present TQM practices are based. Some organizations have chosen to follow 
the direction of one major author while others have blended components from several authors to create a 
unique organizational approach. Building on the work of Vochl (1992), the authors of this paper analyzed 
the writings of the five TQM authors (Crosby, 1979; Deming, in Walton, 1986; Feigenbaum, 1983; 

Ishikawa, 1985; Juran, 1988) with the intent of identifying commonalities across authors that relate to adult 
learning, transformative learning, and critical reflection (Mezirow, 1990). From this content analysis 
emerged four common principles, or pillars of quality, which become the basis for integrating TQM with 
the instructional products of HRD. 'Flie pillars are discussed herein w'ithin the context of their relationship 
to the organ iziit ion and their application in HRD. 

Customer Satisfaction 

One of the points on which all five TQM authors agree is that the core purpose of any quality 
improvement process is to ensure that the needs and reasonable expectations of the customer are 
identified and satisfied. 'Ilic underlying assumption here is that any organ ration, public or private, serv'ice 
or manufacturing, will prosper when this occurs. Serving the customer is as straightforward as answering 
three important questions: Who are our customers, w'hat do they w'ant/nced, and what must we do to meet 
or even anticipate our customers’ needs? After identifying the customers, an organration must 
communicate with them to identify their needs and reasonable expectations that the organration can 
possibly meet, llie organization must then design work processes (or modify existing ones) that ensure that 
these requirements are met. 

To meet customers’ expectations, some writers distinguish between the internal customer— the nc.xt 
recipient, within the organization, of e.^ch unit’s or team’s service or product— and the external 
customer— the ultimate recipient of the organization’s service or product. 'Hi us, while many individuals and 
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departments do not directly serve the external customer, their attention to service of their internal 
customers ultimately assures high quality productivity throughout the organization. 'Fhis attention also 
ensures delivery of high quality products and services to external customers. 

HRD also has a number of customers for its Uvo basic products: instructional programs and 
organizational development (see Table I, p. 6). The internal customers of instructional programs are the 
learners (e.g., teams and individual employees) needing appropriate knowledge, skills, and attitudes; 
departments needing o'litinuous improvement and information; and instructors and consultants needing 
continuous learr 4 ing about both the product or service of the organiz^ation, and instructional development 
and delivery skills. The internal customers of organizational development are 1) the executive officers who 
need consultation on the maximum use of the organizat ion’s human resources, i.e., the HRD plan, and 
participation on the Quality Council (l.ewis & Smith, 1994); and 2) the units of the organization that need 
assistance in the implementation of the HRD plan. Two external customers may exist for HRD: direct 
external customers needing training and education regarding the organization’s product or serv'ice, i.e., 
client education, and indirect external customers seeking guidance and education on the services developed 
by the HRD unit (e.g., Disney seminars, Saturn programs, etc.) 

Continuous Improvement 

Continuous improvement is both a commitment (continuous quality improvement or CQI) and a 
process (continuous process improvement or CPI). The Japanese word for this second pillar is kai-zen and 
is, according to Imai (1986), the single most important concept in Japanese management. The commitment 
to quality is initiated with a statement of dedication to a shared mission and vision and the empowerment 
of everyone to incrementally move toward the vision. 'Hie process of improvement is through the initiation 
of small, short-term projects and tasks that collectively are driven by the achievement of the long term 
vision and mission. 

The application of continuous improvement within HRD takes place in Iw'o ways. The first is w’hen 
learners acquire and practice new behaviors, processes, and skills hcih within the instructional setting and 
back on the job. The second is when HRD personnel undertake to continually improve the design and 
delivery of instruction— to enhance the learning process. In other words, HRD helps its learner customers 
to acquire the skills and knowledge to continuously improve their own processes, and at the same time 
continuously improves its own processes. 

The process for continuous improvement, first advanced many years ago by Shewhart and 
implemented by Deming, is plan, do check, act (PDCA), a never-ending cycle that is used widely. 'Hie 
PDCA cycle can also be used in the development and delivery of instruction. Although there are no rigid 
rules for carrying out the process, the nature of each step in the context of instructional development can 
be described. Plan asks such key questions as what changes are needed, what are the needed results, what 
obstacles are to be overcome, what data are available, and what new information and skills are needed? In 
other words, what should the change look like? Do is the implementation of a small scale change based on 
the planning done in the previous step and done to provide data for answ’ers about whether the change 
will, indeed, improve the situation. In training, an instructional program may be pilot tested to see if 
human performance is changed in the necessary direction. Check is the collection of data and the 
assessment of the effects of the small scale change or pilot test. Act first asks if the data confirm the 
intended plan, if there are other variables influencing the plan, and if the risks of going on are necessary 
and worthwhile. Then, based on the answers to these questions, the project is modified and moves into the 
Plan stage again, and the next iteration continues, expanding knowledge and implementing further 
learning. Ideally this process would continue indefinitely— in the case of HRD, during instruction and 
afterwards on the job. Some would argue that systematic instructional design models embody the PDCA 
cycle. 

Speaking with Facts 

'Hie third pillar, speaking with facts, is somewhat misnamed because its application goes beyond 
just talking. We include here its corollary, management by fact, for the 'I'QM authors give it two meanings. 
First, data must be collected so that valid aniclusions may be drawn. Second, decisions, including those 
made by management, should be based on those same facts. TTie idea behind this is that "shooting from 
the hip", i.e., making decisions without information, or deciding on the basis of influence, hearsay, or 
preconceived notions is an undesirable state. 
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In HRD, speaking with facts consists of collecting data upon which HRD strategies are developed, 
and using factual infomialion in the instructional process. Valid data are collected through various means 
before, during, and after the instructional intervention. WTiOe the need for data collection is usually 
acknowledged in HRD, the process is often short-circuited with, for example, programs being implemented 
with minimal justifiable needs analysis data, llie implementation of continuous improvement is an 
appropriate framework within which ongoing data can be collected, however. Questionnaires, interv'iews, 
focus groups, validated scales, benchmarking, and environmental scanning are all appropriate means of 
collecting both qualitative and quantitative data. Effective tools for analyzing data are also available. Lewis 
and Smith (1994) identify 21 tools, including the original seven basic quality tools (fishbone diagram, 
checksheet, control chart, histogram, Pareto diagram, run chart, and scatter diagram). 

Using factual information in the instructional prcx'ess involves obtaining applicable data to 
determine the knowledge gained and skills learned and applied. ITiese data should also be collected 
before, during, and after the instruction. Before each time the course or program is offered, specific data 
on needed knowledge, skills, and attitudes can be gathered through questionnaires and guided interviews 
with the targeted leaniers. During the training, data on both concepts learned and perceptions of the 
learning process should be periodically gathered and analyzed, then shared with the learners. Of critical 
importance is the need for flexiliility within the instructional process to modify the content and delivery to 
accurately reflect the instruction needed and desired by the learners. Following the course, periodic data 
can be gathered back on the job to validate the instruction as a contribution to the leaniers’ improved 
productivity and their positive attitudes about the organization, their work, and themselves. 'Fhese data can 
also be used to further enhance the overall instructional program. Examples of some of these techniques 
are described in a later section of this paper. 

Respect for People 

Respect for people, the fourth pillar of TQM that applies to training, is the acknowledgement that, 
while people work at an organization, they work for themselves, trying to create a meaningful and satisfying 
life. Recognition of this by the organi/iition results in a work atmosphere that includes, according to Lewis 
and Smith (1994): 

a. Creating a sense of pur^iose in the workplace so that people are motivated to do their 
best. 

b. Keeping people informed and involved, and showing them how they are a part of the 
bigger picture. 

c. I :du eating and developing people so that individuals are the best that they can be at what 
they do. 

d. Helping people communicate wei so they can do their jobs with peak effectiveness and 
efficiency. 

e. Delegating responsiliility and authority downward so that people are not just doing what 
they are told, but are lakuig the initiative to try to make things work better. 

In HRD, respect for people includes two groups of people— the learners (employees) and the 
instructional staff of the organization. While the leaniers are also recognized as customers, the respect, 
caring, and support described above also applies to them as leaniers. For example, creating an instructional 
environment that facilitates self-directed learning and risk-taking encourages respect for learners. Similarly, 
recognition and respect for the HRD staff can result in more effective learning experiences and enhanced 
productivity for the organi/iition. Iixamples of this respect include the following: 1) HRD staff 
participation in the strategic planning prtKcss, 2) HRD staff formulation of an orgaiib^ational HRD plan as 
part of the strategic plan, and 3) organizational support of the HRD plan with the necessary resources. 

Classroom Application of the Pillars 

A primary premise of this paper is that if an organi/.atioii Is incorporating the pillars of TQM, it 
must also implement within its HRD unit those same principles where relevant. Following the derivation of 
the four training pillars, the next task was to develop or identify existing process strategies for actualiz.ing 
the pillars in training. 'Hius, the question can be asked, w'hat examples or illustrations are there, if any, of 
the instructional application of the four pillars? 

llie first instructional applications were in tw'o university courses taught by two of the authors. 
While the schedule followed a traditional pattern of 15 weeks with one class meeting each week for three 
hours, the content provided the opportunity to develop and apply the principles. One was an introductory 
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course in HRD and adult education; the other was a course on implementing TQM. In the pilot efforts a 
number of strategies, activities, forms, and other documents were introduced and refined and are now 
being implemented as instructional compcments in various organizations’ HRD programs, e.g., a 20 session 
health care management course that is conducted in area hospitals. The ten components reflect one or 
more of the four pillars. They are listed below, using the following coding scheme: CS == customer 
satisfaction, Cl == continuous improvement, SF = speak with facts, RP = respect for people. The 
components: 

1. A complete study guide for the course is prepared listing the objectives, session outline and 
schedule, and related materials and readings by session. (CS) 

2. A background sheet is completed by each leanier, ideally prior to the first se.ssion or at the 
beginning of the first session. The information is summarized and an expanded class roster is 
distributed to the learners. (CS, RP) 

3. A bi-\i’eekJy feedback questionnaire is administered to determine the learners* perspective of the 
process, content, and pace of the course. (CS, Cl, RP) 

4. A Quality Council is created, consist uig of a representative from each of the small groups that are 
formed near the beginning of the course. Ihe Council, which meets every two weeks, provides 
feedback from the bi-weekly questionnaires their group members completed. Based on their input, 
the course modified to address areas of knowledge or skills not adequately covered, to slow or 
quicken the pace of delivery, and, in general, ensure that the needs of the learners are heard and 
acted upon. Membership on the Council is on a rotation basis with the order of representation 
determuicd by each group. Ill is is done in order to have multiple representation on the Council 
and not overburden specific individuals with Council membership tasks throughout the course. (Cl, 
SW) 

5. In the first or second session each person is asked to complete an Individual Strategic Plan for 
Personal Continuous Quality Improvement, a three-page questionnaire asking individuals to 1) 
identify the kind of learning exjx:rience they like most least, 2) prepare a personal mission and 
vision statement, and 3) descrilie how this course relates (or does not relate) to that statement. 

Ill esc plans are reviewed by the instructor(s) and the course is adjusted as much as reasonably 
possible to facilitate learner’s realization of their stated visions. (CS, RP) 

6. A variety of small group activities arc done in the first three sessions. Some of these groups are 
formed by the participants and some by the instructor(s). Learner- formed groups are done to 
observe both the processes (ease of forming groups) and the products (e.g., do the same people 
always group together?). 'Hie instructor- formed groups are structured so that leaniers meet 
previously unknown people in the class. (RP) 

7. After approximately three sessions, permanent groups are formed through a consensus process 
involving the learners and the instructor. During this process a major pari of one session is 
devoted to the meaning and purpose of teams, the difference between groups and teams, and the 
intent that the groups being formed will develop into teams. (CS, RP) 

8. Heavy emphasis throughout the course is placed of experiential exercises and participative activities 
through which the course content (knowledge) Is examined and discussed, and desired skills arc 
learned and practiced. For the most part, all exercises and activities are done within a small group 
format. (RP) 

9. Use of studies, both published (e.g., Ixist on the Moon) and those drawn from the 
organization’s experience are an integral part of the course to provide more realistic performance 
assessments, and assessments of learners’ skills and knowledge (hopefully improved) back of the 
job by their supervisors. All case studies are done in the small group format. (Cl, SW) 

10. Feedback to each person and each team Is provided throughout the course by other learners and 
by the instructor(s). 'Hi is is provided as written and oral feedback and ui formal encouraging and 
supportive comments. An example Is the videotaping of key presentations of the teams and 
feedback on performance by the ,^/articipants and the instructor(s). (Cl, SF) 

Conclusions and Implications 

It is the authors’ experience that when learning is built upon those four quality pillars, four 
outcomes consistently occur. I'irst, the entire course Is highly experiential and interactive. 'Hie learners are 
engaged in prepared instructional activities and they aie asked to bring their experiences to bear on the 
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content at hand. Adjustments are made to the course content and delivery is based on the participants’ 
collective input. 

Second, the content of the course is continuously focused on performance outcomes. The content 
deteniiines the specificity of the behavioral performance following any learning experience. For example, 
specific performance is more readily observ'ed for a technical course such as aimputer skills, than for a 
broader, less technical course such as health care management. Nevertheless, many students try to apply 
the skills and knowledge learned even as the course progresses, llius, more data, upon which are made 
course improvement decisions, are available to the instructor more often. 

A third result of this entire process is that no two human resource development progiams/activities 
are exactly the same. With the implementation of these four pillars, the resulting instructional program 
reflects both the immediate needs and the dynamics of the group which Is comprised of unique human 
beings at a unique point in time. Directly replicable instruction is neither desirable nor achievable in this 
case. 

Fourth, this approach, when applied within organ bjit ions is not viewed as a separate entity, but 
within the systemic framework of the organization. "Ilie TQM that Is taught to employees and management 
is also practiced w’ithin the HRD unit. Whfle the content (knowledge and skills) may be established at 
times, the determination of its delivery and the selection of the learners must be done within an overall 
plan (the HRD plan) that complements the mission and vision of the organization. Performance 
technology and I'QM are co-advocates of "just-in-time” training to assure that training Is both needed, 
optimally received, and applied back on the job. 

The implementation of these pillars has consequences and implications for the HRD unit which it 
must be prepared to deal with if it is to be implemented successfully, llie first implication regards data 
collection and use. Once they have been exposed to this approach, people who may have thought of 
themselves in previous training as employees or learners, now see themselves as customers with needs and 
desires to satisfy. Learners thus articulate their requirements with the expectation that these will be met 
sometime during the training. If the instructor has no intention of using these requirements and 
subsequent data regarding their satisfaction, then more harm than good may be done by asking learners 
for their input. A corollary to this is for the instructor to ask only for the ty|X" and amount of data as he or 
she can reasonably use during the course. For example, the authors had originally thought that feedback 
questionnaires on a weekly basis would be optimum. It was quickly realued that this would not work for 
two reasons. First, two sessions provided a more complete chunk of instruction to reflect upon. Second, the 
authors wanted to emphasize quality over quantity and did not want the questionnaire to become 
mundane— something learners felt they had to fill out so they could leave the room at the end of class. 

Ilie second implication involves mcxlification of course content and activities. False e.xpectatioiis 
can be created if there is no opportunity to change instruction during the course or the instructor does not 
have the ability to make the changes. Instructors must be able to think on their feet during sessions as well 
as between sessions to make appropriate a>urse adjustments implied by the data. 'Fhinking on one’s feet is 
facilitated by adequate feedback sources. With them, the instructor pays attention to the learners’ actual 
concerns, not what he or she thinks they might be by reading facial expressions in sessions. 

lliird, skill in managing >^mall instructional groups is esseniial for ensuring the success of 
experiential learning for much of it is done in teams of four to eight people. Instructors who are used to 
lecturing to or demonstrating skills in front of a large group and instructors who work mostly one-on-one 
may be less than effective unless they consider and acquire the instructional skills necessary to manage 
small learning groups. 

'FQM has impact on trainuig beyond the mere increase of courses and workshops to prepare a 
workforce for the quality journey. It can change the way design and delivery of instruction are viewed and 
carried out. Certainly there are more ways of incorporating the four training quality pillars in the HRD 
process. 'Hiese ways will be increased and refined as more HRD units accept the challenge. 
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Table 1. 

The Customers of Human Resource Development. 

Customers Needs 

Internal Customers — 

Instructional Development: 

learners (teams and individuals) Knowledge, skills, and altitudes for organizational and 

personal goals; joy in learning. 

Progranis/departnients Continuous improvement; information exchange 

(input/output); cooperation; collaboration. 

Instruclors/consultants Continuous learning about the product/service; 

competence m mstructional design and delivery. 



Internal Customers — 
Organizational Development: 

Executive officers 
Units/departnients, divisions 

External Customers • Direct 
C ustoniers/clients 
External Customers • Indirect 
HRD customers 



Consultation and advisement; integration of HRD plan 
with strategic plan; participation on Quality Council. 

Consultation and advisement; implementation of HRD 
plan; information exchange (in put. 'out put); cooperation; 
collaboration. 



Fraining and education in using product or service. 



I ‘'ducat ion on the HRD products and/or services 
developed by the HRD unit. 






